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ABSTRACT

The personnel function in industrial society has been
marked by crisis, reappraisals, struggles for power, and guilty
conscience. The profession is again under pressure; company
Ranagement often questions its contribution to the solution of
strategic personnel matters, while employees and their unions
guestion its values, and wish to place its actions under the control
of the employees, The description of the present situation must be
based on tendencies toward change which have already had effect. Some
of the tendencies which we may observe irn action at present and which
will influence personnel work in the future include: (1) movement
tovard a postindustrial society, with industry's principal branch
being services and the basic conflict between the capital owner and
the worker giving way to conflict between the professional and the
layman; (2) movement toward a realignment of power, between the
company and society and within companies, prompting considerable
personal development on the part of enployees and necessitating new
company organization; (3) movement toward a more humane technology;
and (4) movement toward a more open and more flexible company
organization, Personnel officers must become realistic specialists in
people, able to analyze values and processes of change in different
situations. (Anthor/aJ)
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may with greater accuracy be described as an episode (covering
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Crisis - Reappraisal - Struggle For Power

-

The personnel function in ﬁndustrial society has bcen mayked
by crisis, reappraisals, struggles for power and guilty con~
science for their vepresentatives. It is my aim to provide
some explanations for this and to show that this diehqrmory
is going to continue, I shall also try to show that in +the
future, companies are going to have an increased need for
specialists in the personnel field, but that the power of
the personnel specialists is going to decrease even nore,
The specialists' functional areas of respon81b111ty &re no
longer going to be exclusively their own.

A company's method of dealing with personnel matters is

mainly laid down by prevailing general conditions in society,
the production and eccnomi: systems being the most important.

When we analyse how personnel matters are handled, we tend
often to base our assumptions on industrial society as a
natural prerequisite. We forget that the industrial period
approximately 100 years) in a country's, for example Sweden's
history, and that we in the Western World and Japan are ncw
heading towards a society of a different type. The short
term perspective for Sweden is possibly made clear in

picture 1l.(encl. 1),

Industrial Society

During the time before the industrial revolution and in the
beginning of the industrisl era there was & distinet patrizw-
chal relationship between employer and employees. This

>
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relationship was supperted by the State, legislation and
the police in coalition with the Church and its system of
norms. Indented labour was forced to have employment. As
late as 1885, anyone who did not have employment was obliged
to take forced labour. According to a law which was valid
until 1926, employment was undertaken for one year at a
time. It was strictly forbidden to leave one's position
before the contracted date. Corporal punishment was a legal
form of punishment for servants and labour until 1850,

\
After the epoch of handicrafts on a large scale, i.e. cottage
industry, it became more and more common for industry to be
concentrated to factories. Farmers~craftsmen moved in ever
increasing numbers to *he factory areas and became wage-
earners,

The relationship between master and servant had in the pre-
vious structure of society been bpersonal=-patriarchal,
Population mobility and the larger units of production meant
that the personal ties disappeared. The employee sought new
security in the different types of popular movements. From
1880 and onwards the religious sects, temperance societies,
trade unions and the political branches of the labour move-
ment enjoyed rapid development. Society suffered from SO
many problems due to these upheavals that social welfare

was introduced and the first protective laws concerning
industrial.safety,‘working hours etc. were enforced.

After the turn of the century the large organisations for
employees and employers were accepted and the right to join
an association was made legal. After difficult conflicts
and crisis in the nineteen thirties it may be said that
society assumed contours which were more in keeping with
the industrial era. The organisations had taken shape and
even the propertyless worker now had the right to vote.

After the stagnation during the Second WOrld War there
followed, in the nineteen forties and fifties, a period of
expansion and great mobility on the part of both companies
and employees. Sweden strived for prosperity for all.

e . B




Social Welfare and education policies contributed to the
beginning of the tremendous expansion within the public
sector.

In Sweden as in the other industrial countries the basic
questioning of industry and its relatlonshlps o employees
and society arose in the nineteen slxtles. Prosperity,
education and the rapid exchange of ideas between countries
occa51oned in Sweden as elsewhere confrontation, reappraisal
and an intensified political review of what was happening in
industry,

The nineteen éeventies brings Swedish society and Swedish
companies face to face with the new complex of problems

which the transition to a post-industrial society involves.
There are great new structural changes while at the same time
there is an increase both in total employment and selective
unemployment A tax burden, which has no historical parallel,
. 1s not suff1c1ent to employ those seeklng work within the
‘public sector. The question of power distribution and the
environmental aspects of working life have taken up a pro-
minent position in political debatc.

The Individual in Industrial Work

One researcher who has analysed the way in which the
relationchip of the individual worker to his work has

changed due to industrialism and mechanisation, is Dr. Magnus
Hedberg. Briefly, one may differentiate the following stages
when there is increasing mechanisation and when industrial
‘production methods are put into practise. Picture 2.

(Encl. 2). |

This mechanisation process combined with the accompanying
impoverishment of the work has, naturally enough, resulted
in strong individual, trade union and political reactions.
These reactions have aimed at returning to the individual at
work the possibilities of self determination and of collec~

- 4
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“ively maiking decisioar eOnCErning v envivonment.,

Ihe Personnel Functinn in Trdustoicl Society

The duties to whieh personnel offiders have gradually devoted
themselves are shown in bicture 3 {snecl. 3),

One of ‘the first personne: officers to he employed (1915)
within Swedish Industyy was a fac*ory nurse, who in the first
instance h:d the tack of the p»evention of illness. At a
later date financial guidance clerks were appointed to look
arver employees' housing and financial matters. There were
humanitarian and social motives behind these appointments,

The increasing amcunt of work concerning wages, partly
because of the increasing number of agreements, resulted in
the formation of separate depariments for wage and salary
administration. Many personrel departments came into being
because of the need for a Separate section for wage compu-
tations and general wage admiristration,

The expansion of trade and industry aftep the Second World
War brought about acute competition among companies for
labour. The methods of competition became "popular”
measures, such as economic contributions of varying kinds

and leisure actiﬁities. More attention was paid to personnel
matters énd companies appointed special staff to deal with
personnel duties. From the middle of the nineteen forties
until the -middle of +he nineteen fifties it became more and
more common that matters of recruitment and selection as well
as the introduction of new smployees_were attached to the
wages department, whickh Thereby began to develop iato
personnel departments in the modern sense,

During the nineteen fifties the need for well-educated
pe:rsonnel increased. Society could not completely satisfy
that demand, so companies established vocational schools -
Privately or in co-operaticn with local government,

"ol S
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Supervisory education which had been startod back in the
nineteen thirtics was intensified; it was no longer only
foremen, but also office managers who "weat on a course",
Comparies appointed training managers tu an increasing
extent,

The ever increasing pace of change during the nineteen
sixties has placed added demands on planning. In larger
companies at any rate personnel planning has become the duty
of special officers.

The development of society during recent years as well as
within working life including rapid structural changes and
‘increased rationalisation has contributed to the fact that
the question of industrial democracy has come to the fore.
Several companies are testing new forms of co-cperation
between management and the other employees.

It may be said that these facts from Sweden get partial
conformation from Professor Rubenowitz' Zuropean Study in
19€7. Picture 4 shows what the European officers considered

_themselves to know as well as what they considered to be

problematic (encl, u),

Personnel officers, factory nurses and personnel consultants
began their work outside the factory gates, but were finally
allowed inside the company. In the situation es it is to-
day, personnel officers are usually accepted as part of the
company's administration. Important questions concerning
job design, job environment and work organisation as well as
questions concerning wages are, however, usually dealt with
by managers, production technicians and other cofficers.

In large companies the personnel finctior Is to a large
extent, apart from managers, handled by specialists. They
have a tendency to regand their contribution to personnel
matters as igsolated from both the company and society in a
wider perspective., Picture 5 shows some examples of the

6
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different personnel specialists (encl. 5). There has bren

a great deal of debate about their power, their competence
and their incomprehensible jargon ax well as abhout the'r
basic values, The professicn is at present again under
pressure; company management often questions their contri-
bution to the solutions of strategic personnel matters, while
at the same time the employees and their unions question
their values and wish to place their actions under the
control of the employees,

Development Tendencies

As I have tried to exemplify, the description of the present
situation must with necessity be based upon tendencies
towards changes which have already had effect. I shall now
try to describe some of the tendencies which we may observe
in action at present and which will influence personnel work
in the future, '

1l. Towards a Post=Irdustrial Society’

In the same way as the popr:lation over the past hundred

years left agriculture and yet still obtained food-stuffs,
over the next 50 to 100 years they will leave industry and
still obtain industrial gooas. Rapidly increasing technical-
economic changes have entered into new areas. National and
international structural changes in trade and industry demand
rapid adjustment by companies to the new and disparate
circumstances in the environment. Active contributions from
governments are absclutely necessary .n order to facilitate
"this gigantic re-shaping. We are going to see more and more
examples not only of active labour market policy, but also

of active trade and industrial policy.

The principal branch of industry will be that of Services;
“transport and travel, distribution, luxury and leisure,

health and education. National, regional and local govern-
ment administration will give more and more people employment,

-
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intormation, knowledge and human relationshipn will
gradually attract greater intercst than bhefore, Flexibility
will e stressed as a value more than deing things according

to plan,

High taxation policy, ztate capitalism, public production
and consumption will bhecone more commeon.  This is poing to
mean innovations in the fieldd of raxation. lndustryy is
almont nertainly going to have *o hear a greater taxation
urden.

Prandard of living detfined in verms of pgoods will cease to
metvivatre people, They are inutead going to Iincreasingly
sk after the qualitysn! life in the form of services and
sersuel pleasures such as health, education, leisure, art

anl nature,

The benlo conflict between the eapital owner and the worker
i¢ geing 1o be more arnd mere replaced by the conflict
between the professional and the layman. This conflict is
already clearly noticeable in many conpanies as well as in

poelitics and the trade union organisations.

In picture » T have tried to capture some of the central
changes which are on the way concerning the relationships
between management and employecs in companies (encl., 6).

Picture 7 explains how I assume thut the personnel function

[ SR

will ulse Lave to change emphacis Cencl. 7),

2, Towards g Realignment of Power

The now yrebirme of the pest=industrial society combined
wirlh the negative aspecis of the Incustrial socicty are at
present vorking together te bring forward a delinerate chanp.

in the power relationship hertwaon ompany and ooeieiy, Thic

tendency is 1o be secn hoth in the Lighly deveiopeg

industrial nations as well an in countries stil3 mderpeing

indusirial development, s
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Another deliberate tendency towards change in the
industrialised world concerns the distribution of power
within companies, The rights of employees to make their
own decisions as regards themselves and their work and to
play an active part in decision making as regards their
company is supported by ah increasing number of collective
agreements and laws, The rights of the owners to make
decisions concerning their company have gradually been
restricted. We in Sweden are now in’the middle of a reform
period of legislative change in the labour market which
appears to give the employee, or at least his trade union,
the legal right to negotiate on equal terms not only with
respect to the economic conditions of employment, but also
the organisation and environment of the job as well as
supervision, employment, dismissal and other aspECts‘Bf
pPersonnel policy,

This extended area of negotiation exposes both sets of
negotiators to completely new types ‘of problems. It requires
the use of other areas of knowledge, new patterns of co-
operation, new units of measurement and new time perspec~-
tives. The extended area of negotiation also necessitates
that company management and personnel departments have a
well developed ability to identify and meet the needs of the
employees,

This changing situation with respect to power and responsi-
bility will of course prompt a considerable personal
development on the part of the employees. This is not going
to take place without stress. The trade unions and their
officials will of course also be faced with adjustment
problems,

By means éf these reforms industrial democracy extends
beyond the ambition to improve co-operation within the
existing organisations op by means of an additional organi=-
sation of committees and boards, The current reforms
necessitate a New company organisation., The consequences
for personnel work are radical. The main goals are changed,

9
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the working methods are changed, the distribution of rolez
! changed and the pattern of co=operation is changed., The
decisive change oY emphasis will take place in the directics
shown in picture 8 (enecl. 8),

By joint I mean the participation of experts on different
matters or functions, including selected groups from the
ranks of the employees, whose numbers should incressce
steadily. My cristal ball does not show precisely at which
point the development of induntrial democracy is poing to
stop on rthe way from

1) the employees' obedience 1o the patriarch

2) their manipulated accepltance according to the Human
Pelations model

3) their position of equality according to the model
described here and

k) to worker control based on the Jugoslavian model.
Howevey , in the case of worker control it is usual for the
workers to choose professiconal leaders, and in the case of
state capitalism the government usually makes sure that the

ownership function does not disappear entirely..

3. Towards a More Humane Technology

A tecinically and eccunomically oriented perconnel admini-
stration system puts the greatest emphasis or adjucting
people te the technical production s*ructure and on ‘
negetiations about eaconomic conditions. A humanely ovriente:!
persennel administration system puts instead the greatest
empharix on adjusting the environment to the people and on
developing, relationships among people,

The level of prosperity and the educational standard oi 1he
industrial ccuntries is the platferm from which the employee:

10
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and their unions, supnorted by the politicians, demand
"quality" in that part of their life which is taken up by
work,

It has also been shown that companies with great personnel
problems have not been able to solve them by strengthening
the activities of the traditional personnel fuhytions. We
may observe more and more companies, as for example Volvo,
which have been forced into a personnel policy which is in
fact a policy concerning job design and: the working environ=-
ment. Picture 9 (encl. 8), -

This turning point in personnel policy also involves a.
turning point in production technology and rationalization.
and sometimes also a turning point in wage policy. We meet
here one of the struggles for power of which the history of
the personnel function is full. Is it to be the technical
eXperts or the behavioural scientists who are to steep
developments? Let them supplement each other or let the
most proficient win! The employees' organisations will
presumably make sure that that will be the case.

In the short term the environment requires humanising
measures such as ergonomics, job enlargement, job enrichment,
sociotechnology etc. These types of measures are related to
the type of cultural change in the company which is known as
organisational development (OD).

In the long term a humanely oriented personnel policy
requires a new direction with respect to research and

.development as well as of the projecting of new plants and

production equipment. The pattern of.co-operation and the
economic prerequisites for a conscious development of
production.and its environment ir a humane direction are
slowly being created.

Tl b ] BT e e
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4, Towards @ More Open and More Plexible Gdinpany h~panaxd13«n

e

Yy,

The external ressuye on stravtural adiustment combined with
hetter mothods For inforpation proeescing and new nright:
as to the function of the company and i¥s interasticn wirh
its surroundings have Jed to the fact that certain orpan
sational ard administrutive viewpoints have reccived
increared emphaziz, Chanpges in organisational idear inciude

the followfng tronds. Picture 10 (enel. 10).

In a sovticty of structural change it becomes particulariy
important 1o solve problems of individusl security, Thaey

can only be solved by means ol the prereguisite of
profitability and orpanisational change. These circumstanves
re-enforce the demand for organic ana successive adjustment
of the orgatisation as opposed to surgiecal and drastic

e

adjustmenr,

Toncluding Remarks

1 nave Jimited my attempt to generally identify the
tendencies towards change to the above four., They bring to
my mind g vision of a personrel function which necds
specializts in peonle in close interaction with other
specialicste, the employees and varisus representativaes of
society. The personnel funetion will be greately concerncd
with steff{ reductions in relation to output and with
personnel development.,

The intensive work on job design and work envivoument will
be dealt with by technical experts with a new behnavioural
knowledge. The possibilities for personnel officers *o
become and to remain an accepted and useful preteccion deen
not lic in becoming as economical as the economists or as
technical as the technicians, but in becoming realintic
specialists in people with o grasp of how ore analys=es
values and processes of charge in 4ifferent situatinnsg,

As an approach tec a practical concluzion T shall prezent

12 :
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a framework which can be used to analyse in a practical

. manner the demands of the situation and the pPossibilities

of development of a company's personnel function. We do
not jump into the future, we~advance‘step by step. It is
not, however, wise to stand still: "Qui n,avance pas,
reculel!" Picture 11 (encl. 1l1).

Avim 3 ete

All work in connection with typing and printing this
document is Performed by Manpower A/S, Drammensveien 30,




DISTRIBUTION OF THE LABOUR FORCE
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THE PRODUCTION PROCE%@"AN ‘rH E
ROLE OF THE IN DIVIDUAL
' MANUFACTURING: s The lndivldua] dominates A
}G;RAEDUAL PROCESSING ' Inﬂuence over product desTgn Is
‘OF THE SAME MATERIAL: \decreased :
SOURCES OFENERGYOTHER  /Reduction ofdemandson
THAN THEWORKER'S iphysical strength
’PHYSICAL STRENGTH: ~ |
‘MACHINES AND TOOLS COMMON  The individuals are co-ordinaled
:TO SEVERAL WORKERS: :around the machines and
lindividual tools decreasein
‘lfimportance
\WORKING METHODS ~ 'Influence over the ~
DETERMINED'BY MACHINES 'working methods is restricted
| ‘AND TOOLS:

‘AN INCREASING NUMBER OF ‘The machines determine the rate

TOOLS ARE INCORPORATED IN of work. The skilled worker |

"I‘HE MACHINES: becomes unskilled, an operator,
- |a physiological machine

.TECHNICAL SUPERVISIONAND [Decisions concerning material,
PLANNING IS INTRODUCED: tools, machines, distribution of
‘ . work, working methods and
work *rate}are made by people
: . other than'the workers
X themselves

Source: Magnus Hedberg
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THE PERSONNEL OFFICERS’ PRINCIPAL
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I’'s economic security: Medical care:
Personnel Weifare

| »Soc‘ial and humanitarian measures: Industrial Safety
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| Humanitarian-Social Technical-Eco- Environmental
Orientation nomic Orienta- Orientation
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PersonnelWelfare Pers. Services Org.Developm.
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PROBLEMS OF A PERSONNEL ADM. NA-
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SPECIALISTS

e

Labour legisiation specialists and negotiators
for blue collar and white collar workers

Pension and benefit specialists

Recruitment officers forblue and whlte collar.
employees

Training instructors for supervisory training
Management development specialists for top management

Vocational training specialists

Specialists in social psycholloglcal training

Selection testers

Work study people with different method specialities
in production and administration

Organisation specialists

Industrial safety technologists

(more)
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SPECIALISTS (cont.)

Industrial doctors and medical care speclalists
Human engineering specialists

Socio-technical specialists

' Personnel planners

Wage clerks
Staff records clerks

Timekeepers

" Information specilalists

Personnel consultants

Personnel curators

lndustrlal Sociologists
Industrial democracy experts
Joint consuitation ofﬂcérs

Works counciis specialists
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CHANGE IN THE RELATIONSHIP BETWEEN
MANAGEMENT- EMPLOYEES

| Power
| Resources

I
—

L4
AR &

Pre- Physical

industrial | Force

" Industrial Pluralistic : Line-Staff Initiating Struc-
‘Organisation {ture
Specialisation

Post- |Indirect by

industrial | Organisation |means of

communication

Ad Hoc-cracy about values

‘and goals
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SHIFT OF EMPHASIS WITHIN THE

PERSONNELFUNCTION

Preindustrial = Patriarchalism

Industrial = Social Work
= Personnel Services

Post industrial = Knowledge and
Information
= Environmentand
Relationship Ad-
ministration

21



BEST COPY AVAILABLE

- Methods of joint diagnosis

- Methods of joint value and goal
analysis, joint establishment of
priorities

- Jointdetermination and applica-
tion of effective change strate-
gies

- Joint follow up methods

5 - 22
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THE OBJECTS OF PERSONNEL ADMINIS-

TRATION

Definition of the problem

Adapt people /

¥
. Adapt work and
-working environment

‘Shortterm ' Long term

] 1

| Recruitment -Human engineering :Technological research
'Selection |and development
| Introduction ‘Job design  Planning of factory

- premises

. Information ‘Job enlargement
! Training -Job enrichment
. Wage systems Investment decisions
| Personnel welfare : Socio-technology
| Praise/criticism
iDisciplinary :
imeasures 'Group dynamics ,
| Dismissal
rTraditional +Organisational +Humanely oriented %
'fpersonnel ~ .development ‘technological i}
services sIndustrial democracy /development
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CURRENT ORGANISATIONAL AND
ADMINISTRATIVE TRENDS

O Futurology, strategic planning, management
by objectives

O Organic,flexible, dynamic, rapidly mobilised
organisation models

O Decentralised and more democratic organisa-
tion which spreads the tasksofobserving, un-
derstanding learning, innovat ing,deciding
and controlling

O Better reception and processing of informa-
tion and better bases for decisions

O Organisation and change basedonindividuals
and groups inthe company, individualdevelop -

ment,creativity organisational development (OD)

O Functional leadership, power where knowledge
and information are best represented

O Project organisation, matrix organisation for
the utilisation of knowledge and information
and for flexibility
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THE ORGANISATION OF THE PERSONNEL
FUNCTION. A Framework of Investigation

| Basic concepts and vaiues concerning people, companies, trade
| union organisations and soclety constitute the framework

Employeces:

- number, composition

- performance, mobility,
absenteelsm

- attitudes

- co-operation

- developmont

- D WS e

-/ - Present

situation
- Problems
: : : 4 ~Demands /
Environmantal Conciitions: ———=
- Company's environment
- Working environment
- Organisation, administration,
management
- Method= of change
- Trade union conditions
R
Board of directors — managing A
directors —topmanagement —
managers — supervisors —
employees
Central trade unlon organisation -| —~ — — -\
union — section ~ - Present \
union members | sltuation
Co-operation and negotiation -Problems
organs ~Demands/

Varlous internal ipec!allsts
Resources for data processing
and Information

External institutions,
consultants

———*,

| ' | The company’s | Thecompany’s |
‘ Idea and | ditferent markets and|
resources | | othersurroundings |

a J\/b

The company's

:

j' =~ goals |

" - policy [

- - blans 1
=~ ~——

\ Type,degree of ditficulty

and extent of personnel
matters

}

o \/ o
Thedistribution and coordination

of personnel work within the
company

Decisions concerning the

organisation and administration
of personnel work

/




